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€Y Conference Room, Administration Building

Present: Harrison G, Reynolds, D/Pers, Chairman  ——
Sherman Kent. ADD/T. alt. for ND/T. nmm o )
Lyman o, Rirkpa uI'le; 1G, Member
H. Gates Lloyd, ADD/S, Alt. for DD/S, Member

1'3/(3()9 Member

ExO/TR, 41t. for D/TR, Member

Alt, for DD/P, Member

ubive Secretary

aporier

25X1A9a

Gueats

T T

Special Support Assistant DD/S
Deputy Director of Security
ce of Personnel
ire of Personnel
Jawrence R, Houston, General Counsel

ice of Personnel
Walter Piorzhelmer, Legialative Zouanssl
Edward R, Saunders, Comptroller
25X1A%9a I - Spccial Assistant DD/Y

John R. Tietjen, Chief, Medical Staff

*» Deputy D) rector of Personnel
&
25X1A%a -ilepui;ﬁ_r General Counsel

B The minuvtes of the Iklth meeling of the CIA Career Counail wera
approved as datributed.

2. The seccnd item on the agenda, Mud_mmncern‘mg 25X1A
galection of candidates to senicr schools of the Department oi Defense wasg
noei.ed. The notice was on 1%s way to the printer. It was agreed that the

__Divector of Training would be asked to_inform the Council concerning the
gquastion of (XA obtaining a siot at the NATO War Collega,

3, The third item concerned the policy on CIA Honor Awards for
Intelligence Activities, Messrs. Reynolds, IR had con- 25X1A9a
ferred with General Cabell as directed by the Council at its 10th mesting.
The Deputy Director had requested that the revised staff study be

25X1A9a

25X1A9%a
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reconsidered by the Council. The Couneil concurred in the staff study and
directed that it he forwarded to the Director for his approval. '

SeEeCeRFmT=

. The Chairman requestied Mr. Houston, the General Counsel, to ‘present
item four; the proposed legislative program of the Agency. There was dis=
tritmted to the members presert, a revised analysie of the wording of |propased
legislation compared with that already contained in the statutes, Onithe
recommendation of Mr. Xirkpatsick the Council agreed that CIA should present
to the Congress through the Bureau of the Budget, exactly what legislation
was felt to be needed, regardiess of whether favorable or unfavorable |
reaction from the Congress was anticipated. turther, CIA should not rely
necessarily fcr needed legislation on that which was contained in bills
sponsored by other agencies of the Government,

a, Section 1, Extension of benefits to overseas employees |
stationed in U.S; territories and possessions, was approved for |
inclusion in the proposed asmendments to P.L. 110.

b Seection 2, Authority to pay iravel allowances for depen@enta
to aequire edusation, was approved for inclusion in the proposed
amendmerts to P.L. 110. The language proposed was that presentlyi
existing in the Foreign Service Act.

¢, Section 3, Authority to order U.S. citizens and Foreign
nationals to the continental U.5. on home leave, was approved for
inclusion in the proposed amendments to P.L. 110. ;

d. Section L, Extention of home leave benefits to CIA overseas
personnel equivalent to those of the Foreign Service, was approved for
inclusion in the proposed amendments to P.L. 110, ‘

@, Section 5, Autherity to pay travel expenses of dependenis
of overseas employees to the nearest medical facility, was approved
for inclusion in the proposed amendments to P.L. 110, after changing
the words "hospital or clinic" to read "suitable medical facility?,

|

f.  Section 6, Authority to pay costs of medical treatment for
overseas dependents when illness or injury is related to duty or |
station of the employee was revised to read "suitable medical i
facllity" instead of "hospital or clinie". After lengthy discussion
of the meaning and interpretation to be placed upon "line of duty"
andcircumstances related to the duty" it was agreed that the Geneéral
Counsel would clarify and rephrase this matter working with Dr. Tietjen,
Chief Medical Staff. Section 6 was approved for inclusion in the
proposed amendments to P.L. 110, 5

2
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g- Section 7, Authority to conduct physical examinations and
inocculations of dependents, was approved for inclusion in the propoged
amendments to FoL., 110,

ho Section 8, Authority to exivend certain overseas medical
benefits to TDY personnal was approved for inclusion in the prnpasad
amendments to P.L. 110, i

i. Section 9, Permesnent authority for allowances, including
sducationel allowances rather than authority by reference to other
legislation, was approved for inclusion in the proposed smendments
ta PoLo 110. 1t was agreed that authority to pasy a temporary lodging
allowence at the conclusion of a tour of duty should not be incEndede

J. Section 10, Authority to puy death gretuity of 1,000 was
approved for inclusion in the proposed amendments to Pol. 110, This
decision was taken after recognition that other pending Leglslatiqn
{notebly HoR. 7089) proposed a different formule than the CIA formula
and also proposed a survivor benefit that would average considerably
more than $1,000 in the case of CIA employees.

ks Section 11, Authority to employ mere than the 15 retired
military officers now permitted by P.l. 53 = it was decided to refer
this matter to the Dire-tor before definitely including it among @he
proposed amendments to Pol. 110, The figure of 50 exemptions for .
staff employment was considered. In the meantime efforts would be
made by the Inspector Gemeral, the (Office of Personnel and the Clan-
destine Services to determine how many cases under proprietary projects
might be involved., When thls is determined a specific figure eould be
written into the proposad amendments.

1. Section 12, Authority to make advance payments, especiaily '
of the “key-money" type, was not eppreved for inclusion among the
proposed amendments to P.L. 1I0.

m. Section 13, & typographical error in P.L. 110 was apprmved
for inclusion among the proposed amendments to P.L. 110, i

n. Section 1L, Authority for the DCI to appoint not more than
6 Deputy Directors was not approved for inclusion among the proposed
amendmenis to PoL. 110, 1t was believed that this would unnecessarily
tie the Director's hands., It was decided to recommend to the Dlrector
that he first seek White House quldanna on this matter. i

3
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0, With regard to Missing Persons legislation, it was agreed,

to delegate to the General Counsel's office the responsibility for :

incorporating the necessary material into the proposed amendwents to

PolLo 110 or of "riding along® with the permanent Missing Persons |
legislation Leing sponsorsd by the Department of Defense.

5, Item 5 on the Agenda, Retirement legislation was next considered.
After lengthy discussion of the provisions of the so called "Kaplan Bill?s
being sponsored by the Civil Service Commission, the reported views of the
white House Task Force (the Duflon Committee) and the previously established
CIA position on accelerated retirement for overseas service, it was agreed
that the Gemeral Younsel would draft spproprisie legislation, followlng the
original formula previously approved by the Council, for inclusion among
the proposed suendmente to P.L. 110, This draft would be presented to the
Council at it next meeting on Friday 15 beptember. It was further agreed
that we would not include our propoeals in the comments that we were
requircd to make on this Kepian Bill to the Bureau of the Budget by 15
Sep‘t»ﬂ%’&b a4 o i

" b I% was agreed that the Office of Personnel and the Ceneral Counsel's
of fice would staff out the problem of re-insurance for those persons whose
insursnes policies might be invalidated through carrying out Agency ordeps
and report chis to the Council at its next meeting. :

7. It was agreed that no further action would be taken at this tihe
concerning "compussionate leave® and authority to bear travel expenses in
monpsassionate clrcumstances. g

8. It war agreed that consideraticn of additional allowances or
salary differentlals under special emergency or hazardous conditions, when
no declared by the Director would be tabled until more study could be given to
the problem. '

9. The meeting adjcurned at L:50 pmmo to meet again on Thursday
15 September. i

25X1A9%9a

Executive secretary
CIA Career Council
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WSEP 1955

MEMORANDUM TO: Direcior of Centxal Intelligence

SUBJECT: Status of Membership into the Career
Stafi

1. On 1 July 1955, the Career Staff of the Central
Intelligence Agency was one year old. Since its inception,
2487 agency staff personnel have been admitted into the
Career Staff.

2. In order to accomplish the processing of
applications for membership into the Career Staff, the
Examining Panel met 27 times and the CLA Selection -
Board met ten times..

3. Attached are charts whick grapblically present !
the status of membership irto the Career Staff as of
1 July 1955, arnd the anticipaied processing of applications
for the next twelve months.

/sl

Harrison G. Reynolds
Chairinan, CIA Selection Board

Attachments:
Membership Status Chavts
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SECRET Fe

CTAREER SERVICE FERSCR!NZT STATI'S
(By Fercent)

30 June 1955

AFPLICATIONS PENDING . .
40, 8¢

‘/DECLDIED TC AFFLY .

T~ MEMBEPSHTF DENTED .

T CAREFR STAFT MEMBIRS
IV DD/F . . 4.17

(AREEF STAFF MEMB-RS
IN DD/S . . 7.0°

CARFER STATT MEMETRS
N DD/I. . 7.17
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MEMBERSHIP IN THE CAREER STAFF

PERATIN TRNG
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9 September 1955
MEMORAND UM FOR: Chairman, CIA Carseer Councii

SUBJECT ¢ Report of the Pitness Raport Task Forcs

1. The Fitness Report Task Force, consisting of the. four persons
listed below, was apnointed by the CIA Gareer Council at its llith meoting
on 13 July 1955 in order thet it might confer with the Chief, Assessment
and Evaluation Staff, Office of Training, concerning the recommendatipns
which he planned to make to the Council. These recommendstions resuli
from the research conducted at the diraction of the Council since i
15 June 195). Since Dro— was going on extended leave prior to 25X1A9a
the next meeting of the Career Council, the Task Force was instructed’
to be prepared to pressnt his views, should the Council wish amplification
of the written recommendations. ;

|

2. The Task Force has met with DriE :nd roviewed the research 25X1A9a
conducted by him and by the Office of Personnel, This is described in his
attachsed report. Q

3. The Task Force recommends:

a3, That recommendations 5.8, thru 5.f. and 5.i. (pages 3 and I
of the attached memorandum, dated 28 July 1955) be approved. '

b. That recommendations 5:8. and 5.h. be considered by the douncil
with a view tc both necessity und feasibility after thorough considera-~
tion of Tab B of the attached raport. |

25X1A%a |

25X1A9%9a

25x1A9§Reprasen ng (Representing the I!)D/I)

25X1A9%9a

oresenting the DD/P)

Execfutive Secretary
CIA Career Council

Attachment:
Revision of Fitness Revort

~E=(«R-E-T _
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Cal-NePFoIeDoEoN=T=l A1,
28 July 1955

HEMORANDUM FOR: Career Council

SUBJECT flevision of Fitness Revort Form No. b5, 1 Octoberfl95h

1. Simddtaneous with the adoption of the Fitness Report, the Agency
Cereer Council directed that studies be initiated toward its improvement.
The Director of Personnel requested the /ssessment and gvaluation Staff,
Office of Training, to undertake these studies. Results to dote are in-
corporated in an attached proposed revision of the form (TAB A) and in
recommendations concerning nolicies and orccedures surrounding its use.

2, The proposals and recommendations are based on the following
steps in which the Office of Personnel and Office of Training have
cooperated closely:

a, Analyses of the supervisors! replies to a'questionnaire on
the current Fitness Report.,

bo  Statistical studies of how supervisors are using the form.

Co Interviews with 16 supervisors 5 ement and fére
sonnel officials conducted by M oP,

d.  Development of a revision as the best means of clarifying
issuves and providing the basis for discussion. i

o  Submission of this revision to 60 supervisors and personnel
officials in a serises of 11 meetings. Each group svent a
minimum of two hours in analyzing and disc@ssing the repord
and possible policies, ' . :

fo  Further revision in close cooperation with OP,

§- Presantation to a Career Council task force of the basis
for the revision and accompanyling recommendations. :

ho Submission in near future of the new revision of the form
to the 60 supervisors, along with a brief questionnaire
to determine whether the sensa of their criticisms and |
recommendations had been carried out. :

CoOeNoFal DBl =T I ~A~L
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i

3o, My major conclusions at this point ares

2o If every criticisn were accepted, there would be no part
~-left of either the present form or the proposed revisiong
if every sug estion for addition were accepted, the fom
would approximates book sizs, :

b. With all its defects, the present report has not aroused!
overwhelming opposition among supervisors, Hence, precipi-
tious change is not necessary, ;

€. "To show or not Lo show"™ the report to the :m.bcznrdin:;d'.ee»emii

that is the most controversial issue concemning fitness |

- |
d, The proposed revision is on the right track, having been .
preferred over the present form by all who have seen it, |

@, The present report requires too muich information about
individuals (1) in certain-type jobs, and (2) when the
supervisor has known the individual for a very short period,

|

f, Changes in fitness report forms and procedures should be
evolutionary and involve wide contact with and explanation
to supervisors, _ !

ho Major conclusions concerning the "showenot show" issue are:

. The present pulicy is not working in asccordance with the
© original inteut that supervisors mske the decision on whather

~or not to show the report, Office-wide policies have bsen
adopted on this question,

b, There is a sizable minority, if not a majority, who Opposeé
pregent policy becsuse it is not consistent across the Ageney,

Co A maﬁority would approve showing a report concerned with jti)b
periormance and designed to help the supervisor deal more
effectively with his subordinates, "

do A minority will strongly resist showing a form which is ng-b
designed for that purpose, 3

Fiv A majority would approve a report which is a privileged com;

mmnication to management, provided th ha
aom1a Lo o s P ere existed a report t}imb

Approved For%@ﬁ@ﬂﬁ%’&@[&»ﬁﬂ\-RDP80ﬁ826R000700080i)04-7
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£, A small minority will oppuse any privileged communicationéof
E: g typﬂ o

g. Tie greates; approval would be obtained for a form designed
%y show, with the policy to show unless the supervisor felt
i, unwise. In such an instance, he would explain on the |
form why he did not show the report.,

he A majority would approve two especially designed rcports,fone
Lo promote effective dealing of supervisor with subordina?eg
the other a privileged communication to management., 1

i, The present form does not lend itself %o a clear-cut shnw%not
show poliey since opinion on showing it is close to being;
squally advidsd, :

5. It is rssommended that

2, The preposed farm, with whatever minor changes thai are mdds
a8 a result of Paragraph 2h, be adopted, '

b, The form be divided into two physically seprrate parts, the
one to be concerncd with job performance and the other with
potential, |

@o Fart T and Pari TT both be used for the annual report, |
do Part I only be used for

{1} Speeial reports (changes in assignment, changes in
supervisor) 5

{2) Individuais on Jobs not requiring the type orf informaéion
chtained irn Papt TT, , :

e, Paré I ba trested as a step Lowsrd s form and procedura which
w1ll really be halpful to the supervisor in dealing with his
smhordinates md trae poiicy of showing be optlonal with the
;nﬂividual svpervigor, with actlon taken explained on the
form, ‘

£. Part I be trested as a privileged commnication from the |
supervisor to management above him and the policy be that 4%
not be shown to the subordinate, f

= 3 =

CoC=NeFo ToDoEalaToTeAL
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n go The report be given a triasl run in one small office (whepe
not more than 25 people are available to be rated) in each

¢

4 hc

J

O\L i ]

2 Enclosyres

TAB A - Proposed Revision
TAB B = "Developing A Fitness
Reporting Systemn

major eomponent of the Agency,

The sdoption of the report Agency-wide be preceded or |
accompanied by a training program involving selected super-
vigors, career management and personnel officials, They
should be selccted to provide in each office or division i a

small group, available for at least a yesr after introducgtion

of the report, to answer questions that will arise among :
supervisors generally,

The Career Councii

8¢

be

Cs

Adopt in prineiple the philosophy concerning fitness
reporting expressed in the at:achcd paper (TAB B),

Direct the Office of Personnel and the Assessment and
Evaluation Staff, OTR, %o continue their studies to
adspt fitness reporting forms and procedures to the

Direet the Office of Pergonnel and the Assessment sndé
Evaluation Staff, OTR, to exert specisl and imediate |
of (1) helping the “wervisor deal more effectively with

hls subordinates, ane (2} pre~tdine meme iment with the
kind of information it needs to improve its action in

personnel maiters,
F Chief
As ent and Evalustion Staff

Office of Training

ko

25X1A9a

r [ : . 0080004-7
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FITNESS REPORT (Part) PERFORMANC

&

INSTRUCTIONS : !
FOR THE ADMINISTRATIVE OFFICER: Consult current instructions for completing this report. i

N %

FOR THE SUPERVISOR: This report is designed. to hElp you express your evaluation of your subordinate and to trdansmit
this evaluation to your supervisor and to appropriate career management and personnel of ficials. Completion of the
report can help prepare you for a discussion with your subordinate of his strengths and weaknesses. It is mandatory
that you inform the subordinate where he stands with you: It is optional whether you inform him by showing the re-
port or by other medans. It is recommended that you read ‘the entire form before completing any quedtion. If this
report is the INITIAL REPORT on the employee, it MUST be completed’ and forwarded to the Office of Personnel no later
than 30 days after the due ‘date indicated in item 8 of Section A below. ;

SECTION A. ' c -~ .. " GENERAL -« - - s . B

;
1. NAME | (Last) . (First) . . . (Middle) _{2. DATE OF BIRTH 3. SEX 4. SERVICE DESIGNATION
5. OFFICE/DIVISION/BRANCH OF ASS|GNMENT ~ |6. OFFICIAL POSITION TITLE :
7. GRADE | 8. DATE REPORT DUE IN OP 9. PERIOD COVERED BY THIS REPORT (Inclusive dates)
!
10, TYPE OF REPORT [ wwimia [] reassienment-supervisos [ seeciar ¢specify)
(Check one) ) annua [ meassionuent-empLoveE !
SECTION B. CERTIFICATION :
'. FOR THE RATER: THIS REPORT [_] HAS [_] HAS NOT BEEN SHOWN TO THE INDIVIDUAL RATED. IF NOT SHOWN. EXPLAIN Wiv
TR ; I p

A. CHECK (¢X) APPROPRIATE STATEMENTS:

THIS REPORT REFLEGTS MY OWN OPINIONS OF THIS INDI« IF INDIVIDUAL 18 RATED "I "IN C) OR D, A WARNING LET.
VIDUAL. TER WAS SENT TO HIM G A COPY ATTACHED ITO THIS RERORT.
TH1S REPORT REFLECTS THE COMBINED OPINIONS OF MYSELF I CANNOT CERTIFY THAT THE RATED INDIVIDUAL KNOWS HOW
AND PREVIOUS SUPERVISORS, ’ B I EVALUATE H13 )08 PERFORMANCE BECAUSE (Specify):

] HAVE DISCUSSED WITH THIS EMPLOYEE HIS STRENGTHS
AND WEAKNESSES 50 THAT HE KNOWS WHERE HE STANDS.

B, THIS DATE C. TYPED OR PRINTED NAME AND SIGNATURE OF SUPERVISOR|D. SUPERVISOR*S OFFICIAL TITLE

i
2. FOR THE REVIEWING OFFICIAL: RECORD ANY SUBSTANTIAL DIFFERENCE OF OPINION WITH THE SUPERVISOR, OR ANY OTHER IN-
FORMATION, WHICH WILL LEAD TO A BETTER UNDERSTANDING OF THIS REPORT.

| .
[ cowriwuen ON ATTACHED SHEET

I certify that any substantial difference of opinion with the supervisor is reflected in the above section.

A. THIS DATE B. TYPED OR PRINTED NAME AND SIGNATURE OF REVIEWING c. OFFICIAL TITLE OF REVIEWING OFFICIAL
OFFICIAL :

SECTION C. JOB PERFORMANCE EVALUATION

1. RATING ON GENERAL PERFORMANCE OF DUTIES

DIRECTIONS: Consider ONLY the productivity and effectiveness with which the individual being rated has performed
his duties during the rating period. Compare him ONLY with others doing similar work at s similar 1leve1 of respon- 4
sibility. Factors other than productivity will be taken into account later in Section D. :

| - DOES NOT PERFORM DUTIES ADEQUATELY: HE IS INCOMPETENT.

Ll
2 - BARELY ADEQUATE IN PERFORMANCE: ALTHOUGH HE HAS HAD SPECIFIC GUIDANCE OR TRAINING, HE OFTEN FAILS TO B
CARRY OUT RESPONSIBILITIES,
3 - PERFORMS MOST OF HIS DUTIES ACCEPTABLY: OCCASIONALLY REVEALS SOME AREA OF WEAKNESS. : e
TNSERT 4 <« PERFORMS DUTIES IN A COMPETENT, EFFECTIVE MANNER, :
RATING S « A FINE PERFORMANCE: CARRIES OUT MANY OF HIS RESPONSIBILITIES EXCEPTIONALLY WELL. !
NUMBER 6 - PERFORMS HIS DUTIES IN SUCH AN OUTSTANDING MANNER THAT HE IS EQUALLED BY FEW OTHER ﬁERSONS KNOWN TO
THE SUPERVISOR, .
COMMENTS:

vhis'ss 48 (PRrt P dved For Release 2001/%555’3%|A-RDP39-01826’1"«"0‘68’?8@6%?&0&{7%’ W
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(When Filled In)
2. RATINGS ON PERFORMANCE OF SPECIFIC DUTIES e

DIRECTIONS: .
a. State in the spaces below up to six of the more important SPECIFIC duties performed during this rating period.
Place the most important first, Do not include minor or unimportant duties. :
b. Rate performance on each specific duty considering ONLY effectiveness in performance of this dpecific duty.
¢. For supervisors, ability to supervise will always be rated as a specific duty (dc not rate as supervisors those
who supervise a secretary only). :
.~d. Compare in your mind, when possible, the individual being rated with others performing the same duty at a
] similar level of responsibility.
1. e. Two individuals with the same job title may be performing different duties. If so, rate them on different

duties.
f. Be specific. Examples of the kind of duties that might be rated are: i
: ORAL BRIEFING ! HAS AND USES AREA KNOWLEDGE CONDUCTS INTERROGATIONS
A GIVING LECTURES DEVELOPS NEW PROGRAMS PREPARES SUMMARIES

/ CONDUCTING SEMINARS ANALYZES INDUSTRIAL REPORTS TRANSLATES GERMAN
WRITING TECHNICAL REPORTS MANAGES FILES DEBRIEFING SOURCES
CONDUCTING EXTERNAL LIAISON OPERATES RADIO KEEPS BOOKS
TYPING COORDINATES WITH OTHER OFFICES DRIVES TRUCK
TAKING DICTATION WRITES REGULATIONS : MAINTAINS AIR CONDI TIONING
SUPERVISING PREPARES CORRESPONDENCE EVALUATES SIGNIFICANCE OF DATA

8. For some jobs, duties may be broken down even further if supervisor considers it advisable, e.g., combined key
and phone operation, in the case of a radio operator,

§ - INCOMPETENT IN THE PERFORMANCE OF THIS DUTY 6 - PERFORMS THIS DUTY IN AN OUTSTANDING MANNER

2 - BARELY ADEQUATE IN THE PERFORMANCE OF THIS FOUND IN VERY FEW IND{VIDUALS HOLDING SIMI-
DESCRIPTIVE DUTY LAR JOBS .
RATING 3 - PERFORMS THIS DUTY ACCEPTABLY 7 = EXCELS ANYONE | KNOW IN THE PERFORMANCE OF
NUMBER 4 - PERFORMS THIS DUTY IN A COMPETENT MANNER THLIS DUTY
5 - PERFORMS THIS DUTY IN SUCH A FINE MANNER
THAT HE 1S A DISTINCT ASSET ON HIS JOR
SPECIFIC DUTY NO. | RATING]{SPECIFIC DUTY NO. 4 RATING
NUMBER ’ NUMBER
SPECIFIC DUTY NO. 2 RATING|sSPECIFIC DUTY NO. 5 : RATING
’ NUMBER NUMBER
SPECIFIC DUTY NO, 3 RATING|SPECIFIC DUTY NO. 6 . RATING
NUMBER - NUMBER

3. NARRATIVE DESCRIPTION OF MANNER OF JOB PERFORMANCE

DIRECTIONS: Stress strengths and weaknesses, particularly those which affect development on presentéjob.

SECTION D. SUITABILITY FOR CURRENT JOB IN ORGAN|ZATION

DIRECTIONS: Tske into account here everything you know about the individual,...productivity, condyct in the job,

Pertinent personal characteristics or habits, special defects or talents....and how he fits in with your team. Com-

pere him with others doing similar work of about the same level,

1 « DEFINITELY UNSUITABLE - HE SHOULD BE SEPARATED

2 «~ OF DOUBTFUL SUITABILITY...WOULD NOT HAVE ACCEPTED HIM IF | HAD KNOWN WHAT 1 KNOW NOW !

3 + A BARELY ACCEPTABLE EMPLOYEE...BELOW AVERAGE BUT WITH NO WEAKNESSES SUFFICIENTLY OUTSﬂANDING TO WAR-
RANT HIS SEPARATION :

4 - OF THE SAME SUITABILITY AS MOST PEOPLE | KNOW IN THE ORGANIZATION

RATING 3 « A FINE EMPLOYEE - HAS SOME QUTSTANDING STRENGTHS .

NUMBER 8 - AN UNUSUALLY STRONG PERSON IN TERMS OF THE REQUIREMENRS OF THE ORGANI[ZATION
7 - EXCELLED BY ONLY A FEW IN SUITABILITY FOR WORK IN THE ORGANIZATION

i
[S THIS INDIVIDUAL BETPER SUITED FOR WORK IN SOME OTHER POSITION N THE ORGAN | ZATION? [ ves ] wo. 1F-vES,
EXPLAIN FULLY: :

'
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FITNESS REPORT (Part II) POTENTIAL

. - T INSTRUCTIONS -

] FOR THE ADMINISTRATIVE OFFICER: Consult current instructions for completing this report. :

1 FOR THE SUPERVISOR: This report is a privileged communication to your supervisor, and to appropriate career manage-’
fment and personnel officials concerning the potential of the employee being rated. It is NOT to be shown to the
Jrated employee. It is recommended that you read the entire report before completing any question. This report is
{to be completed only after the employee has been under your supervision FOR AT LEAST 90 DAYS. If less than 90days,
Jhold and complete after the 90days has elapsed. If this is the INITIAL REPORT on the employee, however, it MUST be
f completed and forwarded to the OP no later than 30 days after the due date indicated in item 8 of Section E below.

{SECTION €. , GENERAL
£1. NAME (Last) (First) (Middle) 2. DATE OF BIRTH }3. SEX A. SERVICE DESIGNATION

M

5. OFFICE/DIVISION/BRANCH OF ASSIGNMENT 6. OFFICIAL POSITION TITLE

7. GRADE 8. DATE REPORT DUE IN OP . 9. PERIOD COVERED BY THIS REPORT (Inclusive dates)

10. TYPE OF REPORT CJ iviraar ] reassiGNMENT-SUPERVISOR {3 seeciar (Specify)
(Check one) [::] ANNUAL T reassionmenT-EMPLOYEE o

SECTION F. CERTIFICATION
‘1- FOR THE RATER: I CERTIFY THAT THIS REPORT REPRESENTS MY BEST JUDGEMENT OF THE INDIViDUAL BEING RATED
FA. THIS DATE B. TYPED OR PRINTED NAME AND SIGNATURE OF SUPERVISOR [C. SUPERVISOR'S OFFICIAL T(TLE
%2- FOR THE REVIEWING OFFICIAL: | HAVE REVIEWED THI!S REPORT AND NOTED ANY DIFFERENCE OF OPINION IN ATTACHED MEMO .
AA. THIS DATE B. TYPED OR PRINTED NAME AND SIGNATURE OF REVIEWING C. OFFICIAL TITLE OF REVIEWING OFFICIAL
H OFFICI1AL
F SECTION G. : ESTIMATE OF POTENTIAL

Y. POTENTIAL TO ASSUME GREATER ﬁEéPONSIBlLlTIES

1 DIRECTIONS: Considering others of his grade and type of assignment, rate the employee’s potential to assume greater
f responsibilities. Think in terms of the kind of responsibility encountered at the various fevels in his kind of
fwork. . .

. ALREADY ABOVE THE LEVEL AT WHICH SATISFACTORY PERFORMANCE CAN BE EXPECTED

. HAS REACHED THE HIGHEST LEVEL AT WHICH SATISFACTORY PERFORMANCE CAN BE EXPECTED

. MAKING PROGRESS. BUT NEEDS MORE TIME BEFORE HE CAN BE TRAINED TO ASSUME GREATER RESPONSIBILITIES

READY FOR TRAINING IN ASSUMING GREATER RESPONSIBILITIES

. WILL PROBABLY ADJUST QUICKLY TO MORE RESPONSIBLE DUTIES WITHOUT FURTHER TRAINING

RATING . ALREADY ASSUMING MORE RESPONSIBILITIES THAN EXPECTED AT HIS PRESENT LEVEL

NUMBER . AN EXCEPTIONAL PERSON WHO [S ONE OF THE FEW WHO SHOULD BE CONSIDERED FOR EARLY ASSUMPTION OF HIGHER
. LEVEL RESPONSIBILITIES

NG g s N -
f

2. SUPERVISORY POTENTI!AL

DIRECTIONS: Answer this question: Has this person the ability to be a supervisor? [__] yes (] po. If your
answer is yes, indicate below your opihion or guess of the level of supervisory ability this person will reach AFTER
SUITAELE TRAINING. Indicate your opinion by placing the number of the descriptive rating below which comes closest
to expressing your opinion in the appropriate column. If your rating is based on observing him supervise, note your
rating in the "actual" column., If based on opinion of his potential, note the rating in the "potential" column.

HAVE NO OPINION ON HIS SUPERVISORY POTENTIAL IN THIS S1TUATION

0 -

DE PTIV

SCRIPTIVE { - BELIEVE INDIVIDUAL WOULD BE A WEAK SUPERVISOR IN THIS KIND OF SITUATION
2

:SJAEg . BELIEVE INDIVIDUAL WOULD BE AN AVERAGE SUPERVISOR IN THIS KIND OF SITUATION
. 3 . BELIEVE INDIVIDUAL WOULD BE A STRONG SUPERVISOR IN THiIS SITUATION
! ACTUAL POTENTI AL DESCRIPTIVE SITUATION '

A GROUP DOING THE BAsic Jo08 (truck drivers, stenographers, technicians or professional spe-
cialists of various kinds) WHERE CONTACT WITH IMMEDIATE SUBORDINATES IS5 FREQUENT (First line
supervisor)

A GROUP OF SUPERVISORS WHO DIRECT THE BASIC JOB (Second line supervisors)

A GROUF, WHO MAY OR MAY NOT BE SUPERVISORS, WHICH |5 RESPONSIBLE FOR MAJOR PLANS, ORGANIZATION
anp PoLicy (Executive level)

WHEN CONTACT WITH IMMEDIATE SUBORDINATES IS NOT FREQUENT

WHEN IMMEDIATE SUBORDINATES® ACTIVITIES ARE DY VERSE AND NEED CAREFUL COORDINATION

WHEN IMMEDIATE SUBORDINATES INCLUDE MEMBERS OF THE OPPQSITE SEX

‘ Approved For Release 2001/03/30 : CIA-RDP80-01826R0007000800
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SECTION H. FUTURE PLANS
1. TRAINING OR OTHER DEVELOPMENTAL EXPERIENCE PLANNED FOR THE INDIVIDUAL

2. NOTE OTHER FACTORS, INCLUDING PERSONAL CIRCUMSTANCES, TO BE TAKEN INTO ACCOUNT IN INDIVIDUAL'S FUTURE ASSlGNMENTT

SECTION 1|. DESCRIPTION OF INDIVIDUAL

DIRECTIONS: This section is provided as an aid to descr;bxng the individual as you see him on the job. Interpret
the words literally. On the page below are a series of statements that apply in some degree to most people. To
—fthe -left of each statement is a box under the heading "category." Read each statement and insert in the box the
category number which best tells how much the statement applies to the person covered by this report.

e

B X « HAVE NOT OBSERVED TH{S: HENCE CAN GIVE NO OPINION AS TO HOW THE DESCRIPTION AFPLIES TO THE
INDIVIDUAL
1 - APPLIES TO THE INDIVIDUAL TO THE LEAST POSSIBLE DEGREE

CATEGORY NUMBER 2 - APPLIES TO INDIVIDUAL TO A LIMITED DEGREE

3 + APPLIES TO INDIVIDUAL TO AN AVERAGE DEGREE

4 . APPLIES TO INDIVIDUAL TO AN ABOVE AVERAGE DEGREE
S

S

-« APPLIES TO INDIVIDUAL TO AN OUTSTANDING DEGREE

CATEGORY TATEMENT CATEGORY STATEMENT CATEGORY STATEMENT
1. ABLE TO SEE ANOTHER'S 11. HAS HIGH STANDARDS OF 21. 1S EFFECTIVE IN DISCUS-
POINT OF VIEW ACCOMPLISHMENT S1ONS5 WITH ASSOCIATES
2. CAN MAKE DECISIONS ON KIS 22. IMPLEMENTS DECISIONS RE-
12. SHOWS ORIGINALITY .
OWN WHEN NEED ARI1SES GARDLESS OF OWN FEELINGS
13. ACCEPTS RESPONSIBILI-
3. HAS INITIATIVE Ties 23. IS THOUGHTFUL OF OTHERS
4. 1S ANALYTIC IN HIS THINK-
NG 14. ADMITS HiS ERRORS 24. WORKS WELL UNDER PRESSURE
6. STRIVES CONSTANTLY FOR 15, RESPONDS WELL TO SUPER-
- 25. DISPLAYS JUDGEMENT
NEW KNOWLEDGE AND IDEAS VISION
6. KNOWS WHEN TO SEEK 16. DOES HIS JOB WITHOUT
26. 1S SECURITY CONSCIOUS
ASSISTANCE STRONG SUPPORT
. COMES UP WITH SOLUTIONS
7. CAN GET ALONG WITH PEOPLE 17 Y u 27. IS5 VERSATILE
TO PROBLEMS
28. H!S CRITICISM IS CON-
B. HAS MEMORY FOR FACTS 18. 1S OBSERVANT 8 N
STRUCTIVE
- . FACILI TATES SMOOTH OPERA-
9. GETS THINGS DONE 19. THINKS CLEARLY 29
TION OF HI1S OFFICE
20. COMPLETES ASSIGNMENTS 30. DOES NOT REQUIRE STRONG
10. CAN COPE W!ITH EMERGENCIES WITHIN ALLOWABLE TIME AND CONTINUOUS SUPERVI-
;/, =
. : SECRET
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DEVELOPING A FITNESS REPORTING SYSTEM

I. Statement of the Prgtlem

One company with cne menager who has a dozen subordinstes needs no
formal merii reting system to assist him in his personnel decisions.
Somewhere betwesn this situation and one where hundreds of supervisors are
reporting on thousands of aubordinates, the need for a formal system of
gerit rating becomes obvious if management is to have ths informstion
nscessary for its personnel ections. :

The need for a system gets gsenerel agrecment. Confuaien andfcontro»
veray, however, surrounc the jgsves of purpose Lo be amsrved, rethod Lo be
used, snd especially content of a report. Becauss of the controversial
nature of reporting systems, 1b is often difficvlt to achleve sufficient
stability for any kind of systenm to worke It is the genseral purpose of
this paper to provide & framework for developing and maintsining la fitness

—m——reporting system (as CIAVs merit rating system is called). If management
Ve sanction of this fremework can be achieved, & significant astep will have
~pesn taken toward achieving the stsbility needed to make CIA%s system
workable. :

Repsons for the controversial nature of fitness reporting are manyo
Fitness reports do (or are thought to) affect the employee financially and
smotionally by influencing promotions, assigrments, and subsidized train-
ing. YNethods of reporting an individualt®s performance or worth, | reflect-
ing human judgment, are far from infallibles Thus, thers is glways room
for criticism and debats. This debate ia usually couched in terms of the
wide gap betwsen practice and perfaciion in personnal actions rather than
realistically in terms of ihe degroe to which personnel actlong are
"improved by & reporting system.

Raters® peraistence in belng gensrous in their evaluations, in desiring
to report in meaninglece sterectypes and generality, in veing influerced
in varying degrees by likes, disliles, their convictions about the worth
of certain traits, or behavior for certain purposes contribute to the
fallibility of reporting. The real difficultise in cbserving jdb per-
formance under conditions which mais comparigons andng individugls really
feasible adds still ancther source of £211ibility.

One approech to the problem of improving fitnessg reporting ﬁaﬁ empha~-
gized training of supervisors; another 4he devising cf gpeclal methods of
reporting that attempt to rminimize diffsrences between raters becgause of
likes, dislikes and other fectore nentionad sbove. Withoub minimiming the
need for these approaches to the problem, there i8 & third which has not
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been adequately explored. This is to clarify purposes for which fitnes
reports are used and then develop a system specifically adapted to each of
theses This approach would clarify and simplify the rater's task.

it is not uncommon for users of fitnese reports to list purposes of
their systems in es varied manner aes this: to select men for promotion or
for special assigrment; to aid in determining the order of lay-offs when
reduction of force is necessary; to improve morale; to determine transfers;
to plan careers; to help the supervisor deal more effectively with his sub-
ordinates. The quastions (1) whether any two of these purposes are ilncom-
patible or (2} whether a fitness report can provide the complete answer to
any have rarely been raised, For promotion to a position involving skills
quite different from those used on a present job, information beyond that
on job performance is clearly needed. The kind of procedure needed to
evaluate for promotion would seem to be quite different from those required
to engender an atmosphere between subordinate and supervisor conducive to
discussion of weaknesses and how to improve them, :

A systom of fitness reporting aimed at helping supervisors to deal more
effectively with subordinates will be termed a gounseling system; whereas
a system with the purpose of asaisting management to reach bstter decisions
on personnsl matters will be termed s management gystem. This papsr will
analyze the requirements needed to fulfill these two purposes. This analysis
~- -Will show that these purposes are not well served by a single system., The
analysis will identify the first steps that should be taken to improve CIAts
present system and to work toward the kind of a dual system considered
essential. S '

II, Reguirements

Once the purpose of a fitness reperting system has been defined specifi-~
cally, the requirements can be considered under five headings: content ’
communication, records, training, and policiesav,

A. The Counseling System.

The purpose of this kind of system is to assist supervisors to deal
more effectively with subordinates. This system is concerned with get-
ting the supervisor to do something in relation to his subordinate—-
think more clearly, analyze better, or manage better,

1, Centent Under a Counseling System

Since the purpose of the counseling system is to stimulate ths

supervisor to irdtiate and carny out a procedure, the content is
the procedure rather than any standard check 1list of any kind. Is
there a procedure which will promote the kind of thinking and action

SwEeloR~E~T
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necessary? There is one that has promise--having the super%isor
defins for each subordinate what job performance is expected from
him,

This step is more useful and more difficult than it first
appears. It is no matter for casual thought; nor can a list of
job elements be discovered that will automatically apply to all
jobs with the same title or even to successive incumbents of the
same jobe

By far the majority of supervisors who attempt the task of
defining what they expect from a subordinate will first discover
that it is the rule rather than the excaption for job requirements
to vary among persons supposedly doing the same job. Two stenogra-
phers are working for the same supervisor. One has the special
duty of managing a complex filing system, the other of serving as
office receptionist. Moreover, it is performance of the speclal
duties that iz frequently more influential in determining héw the
supervisor values, i.s., rates, them than is the commen duty of
taking dictation. Secondly, supervisors will find they expect
different things from subordinates in terms of such factors as
length of service, period in a career, and age. Thirdly, it is
extremely probable the asupervisor will find what he expects from a
given subordinate is highly specific. It is not dependability or
industry that the supervisor really expacts. It is rather the
operation of a spscific machine, the production of a specific kind
of report, the management of a specific file.

The range of specific job elements revealed by such an snalysis
makes it plain that a standard set of terms cannot be provided to
cover all jobs or even a number of subordinates with supposedly
similar jobs. '

There is just one person who can provide a realistic set of
job elements appropriate for & specific individual on a specific
job at & specific time under & specific supervisor. This person
is the supervisor. The kind of thinking it takes the supervisor
in preparing this set of job requirements will go a long way toward
advancing the purpose of the counseling system of fitness reporting.

This analysis leads to four conclusions with respect to the
content which is the concern of a counseling system. First, the
system is largely a procedure; second, what content there is, is
concerned strictly with job performance or characteristics or cir-
cunstances very directly related thereto; third, there will be no

SeEel-R=B-T
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standard check list of job elements or traits in any reporf, used
in this system: fourth, the report form merely reflects the pro-
cedure to be followed. L :

2. Communicating Under a Counseling System

The essential communication is downward-——from the supervisor
- to the subordinate. How else is the subordinate to know wherein
he should improve? The most, if not only, effective medium for
~comunication of this kind is the interview. In an on-going system
one interview at the time of completing the Fitness Report is
probably sufficient. During this interview, not only can past
performance be diascussed, but job elements can be re~defined in
terms of the next rating psriod and specific goals agreed to by
the two parties. Thus, the counseling system can provide changed
goals in terms of the Job requirements as well as in terms ‘of the
career plans of the individual. For a new subordinate, an initial
interview is roquired to let him know what is expected of him
between the initial interview and the time his Fitness Report ia
due, :

Other interviews may occasionally be required between Fitness
Heports. One such cccasion is when Job performance ies so poor that
termination is a likely pessibility. Here a warning interview is
clearly needed,

The need for communication dowrward leads to the conclusion
that the entire report should be shown to the subordinate-—complete
with job elements and supervisor's comments » the latter having
served as preparation for the interview.

Is there any need under the counseling system for communication
upward? There appears none, so far as achieving the counseling
purpose is concerned. A management purpose may be achieved by a
limited movement upward of the records produced under this system.

" A-supervisorts chief will gain considerable insight into methods
the supervisor uses in managing his people and into the understand-
ing he displays of jobs under his control,

Combining this much of a management objective with the counsel-
ing system may not introduce incompatible elements. Sending records
too far up the echelons has definits dangers. The reports will be
in such specific terms involving specific subordinates and gpacific
supervisors that misinterpretation can easily be made by individuals
too far removed from the immediate situation. Moreover, the fact
that a permanent record is made will tend to reduce willingness on

the part of both =upervissr and gvbordinste to be completely frank
R DR o BN o I
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with cone saother, because of the importance of improving supsr~
yision, some risk in limited communication upward is probably
justifiedo

3. jiecords Required

due wight think there would be no reporting form required by a
counseling system., The supervisor knows what he ig writing on ths
rorm. Why, therefors, have a reporting form? From the counseling
point of view the form serves three purposes. It provides a check
iist of steps in the procedure and a record of whether these steps
were Tollowed, It provides for futurs reference a record of job
alemants sgreed to by a supervisor and a specified subordinate.
it provides a space for the supervisor's analysis which serves as
a basis for the interview.

: This record is purely qualitative. Thers can be no score de~
~ived from the information on this kind of form. With different
and highly specific job elements, thers will be no possibility of
somparing reports of dilferent individuals. No effort, therefore,
should be made to score or to combine the reports. _

4. Training Under the Counseling Systen

To overcome two fears on the part of supervisors will require
a real training effort. The first is his notiocn that the Job
slements are difficult for him to define. A demonsiration worked
nut before 2 group usualiy allays this fear. The second fear,
whether or not conscicusly expressed, concerns the interview. Many
supervisors will doubt their sbility to handle the situation
properly. The more training that can be given in this reapect the
better, but it is surprising how little will suffice. The pro-
cedure as outlined serves as & real preparation for the interview.
The supervisor knows what poirts he wants to make, He has thought
them through in terms of the jcb elements and (prior to the inter-
view) has expressed his points in writing on the repert form itself.
This interview is the crucial step in the system. Supervisors
generally will undoubtedly hardle it better if there is no evalua~-
tion attempted in relation to the system. Any evaluation effort
changes the attitude of both the supervisor and the subordinate and
mekas the interview more difficults The atmosphere of the inter-
view tends to become one of attack and defense rather than one of
mutual respect and confidence. These considerations represent
& powerful argument for keeping the counseling aspect separate
from the evaluation aspect of a fitness reporting system.

SeBelui-E=T
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5. Policies Under the Counseling System

folicles under this system should bs aimed at creating con-
ditions of mutual trust between the supervisor and his subordinates.
It should be clear to 3ll that the effort is directed at helping
the subordinate to do a better job. It should be spelled out where
the record is to bz kept, what 1t is %o be used for, and why it
cannot be used for evaluative purposes.

8. The Management System

The purpose of a management sysatem is to provide the information
neaded for improving personnel actions. How this is done will influence
morale, but the purpose of the system is not to directly affect morale
but. 4o provide information. The system does not aim at improving the
supervisor's relationship with his subordinate. To repeat, its purpose
iz to sssist higher echelons Iin msking better personnel decisions.

1. Content Undsr a Manapgement System

s Ktien

For a merit rating system to contribute effectively to actions
requires that it provide more information relevant to decisions
management must make. The content of this system is information
about employees, not a procedure to help supervisors think. , Not
only is it information, but it is information expressed in a manner
which makes comparisons possible among individuals. Management is
interested in general job competence and not in the detalls of
supervision. Management is also interested in potential--how far
the individual can progrese in the chain of command. Just what
information management will find useful will dspend on the kind of
decigions it wanta to maks at echelons higher than the immediate
supervisor. Some of the following will no doubt be included in
any management system: promotion, selection for career development,
termination, transfer or rotation, selection for certain types of
expensive training. .

A management system report must, therefore, contain supervisors!
value judgments on the degree of job competence, potential, and
other matters related to the decisions management wants to make.
Standard check lists and ratings are required; for in order to
compare individuals, the same kind of information must be cbtalined
about everyone.

How can the content of the rating form be determined? The most
direct way is {0 ask management pecple what it uses fitness reports
for and the decisicns Lo which it would like them to contribute. A

SeljmCufl=E-T
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study to obtain this information is needed as cone of the initial
ateps in developing this kind of system.

2. gomuunication Under the Management System

The essential communication is upward--from the supervisor to
higher management echalons. The medium of communication must be a
written report since decisions are not necessarily taken at the
time the report is completed: Furthermore, all decisions do not
involve the same people, making it impractical to communicate up-
ward by any oral technique.

Communicating value judgments upward requires no interview with
the subordinate. Nor dces it require showing the report or dis-
cussing it with him. In fact, doing either of these things will
tend to reduce the value of the report to management. Reports that
are shown or discussed tend to be more lenient, less objective
appraisals. In many instances, showing or discussing a value
Judgment with a subordinate reduces his job efficiency and morale.
What point is there in periodically telling a person of long and
loyal service that he is just a run~of-the-mill employee, that he
hes no potesntial for further advancement. Contrast this with the
counseling system-—where strengths and weaknesses can be discussed
batwsen supervisor and subordinate in an atmosphere free from the
necessity of bringing up points the individual can do nothing about.

Less frequently mentioned is the point that it may be equally
vad to inform some people that. they are considered of special
promise. Loss of motivation and decresse in performance can result.

The attitude the supervisor needs in completing a management
report is a cool objectivity in his appraisal of job performance
and capabilities of his subordinates, not one of helping or pro-
moting his career in any way. It 1s management®s task to do this
when 1t gets all the information available,

3. Records Under a Management System

This system demands a record. It further demands that records
be kept in such a way that successive reports on the same individual
can be combined. Two things are necessary to achieve this., The
reports must be scored, i.e., they must lend themselves to quanti-
tative treatment. They must be scored in a manner that permits
successive reports to be compered, even though changes are made
in the report content. Most importantly, they must be scored in
order that successive reports can be averaged. Despite hard
effort, no system of reporting has been devised to reduce the

S~EelLwReE~T

Approved For Release 2001/03/30 : CIA-RDP80-01826R000700080004-7



Approved For Relegse 2001/33736"CTA.RDP80-01826R000700080004-7
8 -

fallibility of human judgment of ons another which even approaches
the simple device of averaging judgments of several observers. The
averaging of successiva reports made by different supervisors
represents the mogt important technique for improving a management
type system. It will result in actions that are more effective and
more just to the individual. Reports for a management system should
be regarded as quantitative documents.

he Training Under a Management System

Training efforts nsed to be directed at creating in the super-
visor & willingnees to make an objective and impersonal appraisal
of his subordinates. While those rated will know the system exists
and must have confidence in the way management uses it, training
effort need not be directed at them. In fact, other than creating
the right attitude toward reporting, probably the less said about a
management system the better it 1s,

The major focus of training in a management syatem is management
itself. The training should be directed to clarification of limi-
tations and advantages of the report for different and specified
purposes, As a basis for their training, studies of reliability
and validity of the report for various purposes are necessary. The
relationshlp of Information furnished by fitness reports to other
personnel techniques and information such as tests, experience, and
sducation needs to be discovered and conveyed to management, In
fact, the background and context permitting sound use of the system
must be developed and furnished.

5. Policies Under the Management System

The main purpose of policies under a management system is to
develop confidence that personnel actions are taken after con-
sideration of all the facts and not on the basis of a asingle report.
Everyone realizes that personnel actions are inevitable. If they
feel that they are taksen after careful consideration of all the
facts and with due consideration of the limitations of any single
source, e.g., fitness reports, willingness on the part of super~
visors to report may be increased. ' :

1IT. Recapitulation

This analysis strongly points te the need for having more ithan one

fitneass reporting system to accomplish many purposes such reports are used
for. A distinction should certainly be made between systems for counseling

as opposed to mansgement purposes,

S-8--L~R-E-T
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these two Systeme contain iacompatible elements, Under a management

sysien, the purpose is to promote effective personnel action; the supervisor

wumst regard his subordinate objectively and report in general and standard

curws; ohe report must lend itself to quantitative treatment and studies of

reiiability and validity for specific purposes; ao interview between super-

sisor and subordinate is required, nor should the report be shown to the

suberdinate. In fact, doing either of these things will tend to defeat the

surposa of the systemo

In conirast, & counseling system has the purpose of getting a super-
vigor bo do something which will improve his effsctiveness in dealing with
» susordinate. The supervisor regards the subordinate in terms of his own
sarticular strengths and weaknesses with no refersnce to anyone else. The
supervisor 1s not reporting in genepal competitive or comparative terms,
sut in terms that are highly specific to the subordinatets situation, i.e.,
Ye may discuss and report weaknesses of very strong employees and vice versa
with no implication concerning the degree of valus he places upon either as
in employse. The report under such a system is qualitative~-it cannot be
#nered; nor does it lend itmelf to the usual kind of studies of reliability
and validity. An interview is mandatory; it is the crux of the system.
™ veport in its entirety must be shoyn to the subordinate. -Both isystems
»f reporting need acceptance on the part of employees generally to ‘be truly
aifective. Both systems need stability in policy to operate well, To
srovote stability and implement systems of reporting adapted to differing
purposes, 1t is necessary that there be acceptance of the philosophy
axpressed herein. It 1s also essential to conduct a series of studies to
further clarify purposes and develop more effective procedures for each.

Chief 25X1A9%a
Assessment and Evaluation Staff
Office of Tralning

29 July 1955

3.E~C-R-E-T
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6 September 1955

HFMORANDUM FOR THE RECORD

SUBJECT: Possible Conflicts Between CIA Career Service Plan and
Statutory Rights of Veterans

l. As a result of a telephone conversation between Mr. -25X1A93
of Personnel and M, Irons of the Civil Service Commission, a meeting
was held in the office of John W. Steele, Room 171 Civil Service
Commission Build attended by Mr, of Personnel and 25X1AQ3
25X1A%9a Wr, o3 of the 0Ifice of the General (ounsel, from
1130 to 1230 hours, 2 September 1958 (Mr, Steele may be reached on
Code 171, Extension 5291),

2. The issue for discussion was as follows;

25X1A
Under policy to be embodied in a revision of m CIA
would not credit military service toward the three year eligibility

period for the Career Staff except in those cascs where the service

was undertaken st the request of CIA or in the performance of CIA

functions; would this violate any statutory rights of veterans? .

~ 30 At the outset, we indicated to Mr. Steele that, although we
could find nothing in the applicable legislation or (SC Regulations
directly in point, since the issue of possible conflict had been _
raised internally, we wished to secure his advice as the Veterans!
Preference expert of the Civil Service Commission, We explained to
him generally the concept of the CIA Career Service and told him
that the general philosophy behind sueh a program had been informally
approved in earlier discussions with the Commission, '

ho Mr. Steele agreed that there was nothing in the statutes or
regulations directly bearing on the case, However, he felt that this
was beeause of the necessary broadness of statutory language and
because in devising regulations, the Commission had not considered
this type of situation, He pointed out that should a case arige
under our Career Service program and be brought to the Commission for
determination of the applicability of Veterans® Preference legislation,
the Comission would have to look to the intent of the statute, which
he felt sure was to prevent the veteran from losing any rights, to

which he would otherwise have become entitled, as a result of his
military service,

| | — CONFpens
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5, Mr. Steele pointed out that it was most unlikely that a case
arising within CIA would get to the Commission for determination,
Howsver, we emphasized thai we wished to accord with the law and the
proprieties, whether or not the degree of our conformance was ever
open %o question.

6, Some discussion ensued on the nature »f the benefits that
would atbach to membership in the Career Service. Mre Steele
specifically asked if preference would be given to Career Employees
in any reduction in force, We replied that, although no overall

' RIF plan had as yet been developed for the Agency, it was likely
that retention preference would be granted to members of the Career’
Staff. We emphasized the obligation undertaken by those who applied
for an accepted membership in the Career Staff=-=the obligation of
unlimited mobility, We stressed the greater value, considering the
functions of this Agency, of a mobile employee, other things being
aqualo '

7. We then raised the key point that concerned us, that is, the
extreme case of an individual who, after a few days of civilien
service with CIA, might enter the military and, upon restoration
to CIA civilian employment, would besome immedistely eligible for
consideration for the Career Staff, We pointed out that the various
criteris for membership were such that it would be almost impossible
4o determine their applicability in such a case, since mo one within

~ CIA would have had a fair opportunity to appraise the individual,

8. Mr, Steclets conclusion was that although we must count
g1l military service for eligibility, since eligibility is based
solely upon length of service, and this is the very interest of the
veteran most specifically protected, there could be no objection to
our determining in individual cases that an eligible individual did
not yet meet the requirements of the selection criteria, '

9. The overall conclusion of the conference was that the most
satisfactory phrasing for CIA Regulation would be one counting all
military service in determining eligibility so as to avoid a possible
conflict, It was also agreed that it would be violatory of the
spirit of the law, if not of its letter, to blanket out by adminis-
trative action all those who offered military service as part of
their three year eligibility period, although it is recognized that

there may be a higher percentage of rejects in this group simply
because of the difficulty of determining their suitsbility under
-estaeblished criteria.

0P

-
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10, 'rhe point was made to Mr, Steele that CIA was not sur'e=
whether or not it was subject to Veterans! Preference legislationg

and Mr. Steele conditioned his conclusions upon the assumption
that we were, or that (as we had stated)

we wished to comply with
the policy of the legislation whether subject to it or not. :

25X1A%9a

CoPRX
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